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Abstract 
Melco Crown Entertainment® (MCE), developer and owner of the casino gaming resort facilities of Altira Macau®, City 
of Dreams® and Mocha Clubs®, decided to centralize a number of operations in these three properties through a 
centralized ERP in April 2010. The Supply Chain (SC) department was the first target. Yet, a number of difficulties 
occurred due to organizational changes under this post-implementation phase. This current research paper aims to 
determine what issues, complications and challenges occurred after its implementation. In order to establish the level of 
agreement by the three staff levels, a questionnaire was developed regarding the major drawbacks of the project. As a 
result, some recommendations are given to MCE to achieve a smooth operational change in the near future. 
© 2012 Published by Elsevier Ltd. Selection and/or peer-review under responsibility of 
CENTERIS/HCIST. 
Keywords: Enterprise Resource Planning; Executive Information System; Supply Chain; Procurement; Melco Crown; Hotel Casino; 
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1. Introduction 
Nowadays, many a corporate organization manages wide businesses processes with the one Enterprise 
Resource Planning (ERP) to support efficient operations by integrating several activities such as using a 
shared database and reporting tools. By definition, an ERP is a complex enterprise information system (EIS) 
which applies a common database to integrate the flow of materials, information, resources and financial 
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progress within an organization [1]. Basically, it attempts to integrate all departments and functions within the 
whole organization in a single database. 
Typically, any department has its own computer and uses the same database to share the information 
within the organization [2]. Every organizational unit may check item specifications and quantities held in 
stock, for instance. Chefs at different outlets may find the desired ingredient and the cost of the total recipe 
from the same database. Hypothetically, an ERP would help to establish a more efficient channels of 
information flow. 
A company undergoes an ERP implementation and adoption program, according to Botta-Genoulaz and 
Millet [3], for the five main reasons: (A) poor or uncompetitive business performance of the legacy system; 
(B) the existing cost structure being too high; (C) the present system not being responsive enough to 
customers or suppliers; (D) to simplify business processes and (E) to enable support for new business 
strategies. A successful ERP would not only focus on the current business functions, too. The most valuable 
component is the ability to continuously upgrade and maintain service to the company by the ERP. Different 
companies require different customizations based upon specific problems found in daily operations (Wei, 
2007). Additionally, institutional planning should be concerned with everyday aspects. Maintenance and long 
term ongoing consultant costs should be included in the total cost [4], the famous total cost of ownership 
(TCO) concept. Kimberling [5] presents an ERP report highlighting five findings regarding costs and benefits 
of implementation and ownership from a four year study: (A) ERP implementations take longer than 
expected: The average total implementation time is 18.4 months; (B) Total cost of ownership is higher than 
expected: $6.2 million or 6.9% of the annual revenue; (C) Most enterprise software implementations under-
deliver business benefits: Only 59% realize at least half of the expected benefits; (D) Software as a Service 
(SaaS) implementations take less time than on-premise ERP implementations, but deliver less benefits: 6.2% 
vs. 6.9% cost as a percentage of sales and nearly 50% less likely to deliver expected business benefits; (E) 
Companies do not effectively manage the organizational changes of ERP: Most implementing organizations 
are grappling with significant organizational changes in parallel with ERP initiatives, but have a poor ability 
to manage this change. 
For Lo et al. [6], in implementing of ERPs, business process reengineering (BPR) is a requirement 
determined by three core factors: (A) Human resource: strong leadership, promotion and coordination across 
functions, top-down delegation and outsourcing; (B) Organizational structure: analyze corporate objectives 
and core strategies, build the organization’s business structure, define functions and mechanism, assess 
shortfalls in the functions of current structure and adjust operating process to meet the requirements by ERP 
system’s functions. (C) Objective and performance evaluation: set measurable indexes or data, predetermine 
the expected ERP’s effect on enterprise operations and profitability, produce checklists, evaluate the return on 
investment and benefits of ERP implementation and examine implementation processes. In the real world, the 
ERP post-implementation success (or not) results from the sum of all these activities.
To explore the post-implementation of a centralized ERP for the Supply Chain (SC) department of Melco 
Crown Entertainment® (MCE) is the aim of this article. As expected, it is a not an easy task to centralize 
procurement process resources of any enterprise. The major segments involved in this project are Food and 
Beverage (F&B), Fixture Furniture & Equipment (FF&E), Operating Supplies & Equipment (OS&E) and 
Installation & Maintenance (IM) services. However, only F&B will be focus here as this was the first sub-
department to undertake the systems centralization process.
The SC department is in the position to buy all types of food ingredients and beverages for all restaurant 
outlets. Due to the unique nature of the company, the executive management would like to utilize their
outstanding and grand corporate image in order to negotiate a better cost savings procurement strategy via a 
centralized ERP. During its launch in 2010, many problems occurred unexpectedly which needed to be dealt 
with after this initial centralization process. Several symptoms were exhibited. Firstly, training was not 
sufficiently specified and rigorous for running operations within the new system. Secondly, the present 
employees had low awareness of objectives due to insufficient communication from management. Thirdly, 
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there was much duplication of work since the legacy database was not fully transferred to the new ERP. How 
should this centralization process be managed, henceforth, to ensure a smooth transition for other 
departments? 
This paper starts by describing a historical timeline describing the post-implementation phase during 
which problems occurred. Section 3 explains the key functions of the different sub-departments within the 
Supply Chain department. Once again, the main topic focuses on the F&B area. Within section 4, the 
development of a questionnaire and analysis of the responses are introduced followed by an identification of 
the problems (section 5). As expected, recommendations are suggested whilst the main conclusion is offered 
in the final section. 
2. Historical Timeline 
Melco Crown Entertainment® (MCE) manages three properties in Macao, China: Mocha®, Altira® and 
City of Dreams®. Before centralization, these gaming related entities had three separate procurement systems. 
In order to build strong organizational presence to bargain with suppliers, the present executive management 
decided to group the key functions across the three entities (see figure 1). In April of 2010, SC became the 
first department to be centralized by MCE. 
Nonetheless, this centralized process has caused problems within the department. At first, the staff only 
focused on the assets for which they were previously responsible. The internal resources flow and 
communication did not provide any benefits for SC as a single entity. The shift from three to one unique 
procurement system happened between April 2010 and January 2011. This progression was undertaken in two 
stages: (A) In September 2010, the first implementation took placed in City of Dreams® and Mocha®; (B) In 
January 2011, Altira® followed next. 
Fig. 1. Supply Chain Department Organization Structure 
Unexpectedly, staff members were still suffering due to unclear objectives after this centralization 
framework. Top staff and end-users were not familiar with the new ERP due to insufficient training. Most of 
them were cooks/chefs with a low-level of education. Moreover, most of them missed the training course due 
to being busy at work. According to Aamodt [7], there are some strategies to motivate employees to attend 
training: (A) To communicate with the user that they may be badly effected in their daily tasks if they do not 
attend the training; (B) Make the training interesting, thereby attracting them to have a good time as well as 
learn something new; (C) To give employees a choice about the date of training programs which is more 
motivating than not being given a choice; (D) In particular cases, providing incentives for attending training 
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like certification, food or beverages which will encourage participation; (E) To encourage employees to attend 
training by convincing them of workload reduction or by offering them other staffing assistance. 
None of these strategies was followed. Henceforth, due to insufficient training they found it hard to place 
their purchase requisitions through the new ERP. It directly affected the F&B operations in ways described in 
the following sections. In addition, the organizational structure changes caused lots of setbacks in terms of 
decision making, management, operations and job retention. MCE needed to understand how a centralized 
system should fully assist in their daily operations while each employee needed to be well prepared for this 
organizational change.  
3. Key Functions 
The Supply Chain was established to centralize all procurement activities undertaken by the various 
business units. It was SC’s responsibility to identify appropriate suppliers and negotiate prices for authorized 
expenditures and to initiate, approve and execute purchase orders as required for the all enterprise. It is in the 
company’s best interest to use selected suppliers who go through a competitive bidding process instead of 
allowing individual Business Units (BU) to perform their own bidding. As such, only the Strategic Sourcing 
(SS) and the procurement teams are permitted to commit the company to any financial obligation with any 
supplier of goods and services. Only under special circumstances and with the approval of the Vice-President, 
can an exception be made to this systematic process. Hence, the purchase and receipt of all SC goods and 
services must be processed via the new system. 
SC strives to achieve the following goals which are critical to the overall success: (A) To procure goods 
and services which best contribute to MCE’s operating and financial performance; (B) To acquire resources 
as efficiently as possible and to obtain the best value for money without compromising the appropriate 
corporate standards; (C) To promote efficient use of resources; (D) To ensure good financial and budgetary 
control; (E) To confirm compliance with the MCE group policy; (F) To maintain the highest ethical business 
standards and full legal compliance. 
4. Research Methodology 
The present approach consists of qualitative and quantitative methods, a mixed approach, to determine and 
then collect the most relevant data. At first, the qualitative method (interview with individuals or groups) 
became the primary instrument for data collection and analysis, utilizing a descriptive and inductive approach. 
It is an exploratory step by nature. On the other hand, quantitative methods were also used offering a 
confirmatory and deductive approach using numerical data. 
A questionnaire is one of the effective ways to obtain data from a selected population. First, data were 
collected from colleagues of the main researcher and some chefs. Informal conversation became the main 
approach used to understand the existing problems that the company was suffering during this centralization 
procedure. In addition, interviews were conducted with the procurement and warehouse managers to obtain 
managerial feedback. Due to the extent of the comments themselves, it is not possible to present them in 
entirety in this article, although reference can be made to the feedback summary from the first interviews and 
broad conversation with the different levels of subordinates found in appendix A. As expected, there were 
three main kinds of dilemmas during this post-implementation, leading to a series of questions: 
• Within the SC department: To what extent did the staff agree that there were a lack of policies and 
procedures? How far did the new structural changes affect the ongoing procedures such as insufficient staff 
and heavy workload, no motivation to work, insufficient communication within the SC department and 
between users? Was there any resistance to change with the new working environment? 
• Within the ERP: Did the ERP customization match all MCE requirements? How well did the support staff 
provide a decent service? How efficiently was the database centralized? Is this ERP stable? 
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• Training course issues: Did the training provide a clear objective? Did it reach its goals? Was the training 
schedule suitable? Was it available in Chinese? Appelbaum et al. [8] stated that upon implementing a new 
technology, strategic organizational change should be fully supported by rigorous training and educational 
initiatives. 
A second data collection procedure was undertaken by Email to collect numerical frequency-type data. 
Briefly, the first question inquires how long the respondents had been working in MCE to check the relevance 
of the questionnaire to their experience. If the respondent started to work after January 2011 then the response 
was not counted because employment was commenced after the implementation period. In a period of five 
consecutive days, seventy-six questionnaires were distributed (see appendix B): 10 attendants, 8 receivers, 7 
runners, 5 store officers, 6 warehouse and receiving supervisors, 5 coordinators, 6 purchasing agents, 7 
commodity specialists, 5 assistant managers and 17 F&B administrators. 
5. Findings and Discussion 
The present struggles have been documented from four different organizational levels (see Appendix C): 
managerial, middle (coordinator, supervisor, commodity specialist, purchase agent and store officer), lower 
(attendant, runner and receiver) and user level (F&B administration and chefs). The overall ratings are 
determined by the mean scores on agreement of the existence of each particular problem. Problems were 
considered serious with scores above four, such as No policy and procedure (M=4.54), Insufficient staff 
(Mean score = 4.77), Low motivation to work (Mean score = 4.11), Heavy workload (Mean score = 4.41), 
Non synchronous database (Mean score = 4.74), The training should be mandatory (Mean score = 4.77), More 
training is required for lower education of staff (Mean score = 4.79) and Training in Chinese language should 
be available (Mean score = 4.54). These items stress nine serious issues with a great effect on a post ERP 
implementation. 
The lack of policies and procedures is the lead concern in this process for the whole operation both inside 
the SC department and for outside F&B users. As well, this critical factor leads to other serious problems 
within the SC department. Staff did not have clear roles and objectives in order to undertake their 
responsibility at work. In downwards spiral, this caused low motivation, staff workload increases, low 
performance and job retention issues. Therefore, insufficient staffing resources could be felt within the SC 
department. Finally, the communication flow was insufficient between F&B users and SC department. This 
occurred because F&B users did not have suitable instructions on how to obtain information from the SC 
department. 
Another serious problem is the non-synchronous database of the ERP system. A centralized database is 
fundamental to support the entire organization. Synchronous data is a critical requirement to able sharing 
across the entire operation and is one of the key purposes of a centralized ERP. Thirdly, most of the 
respondents were of the opinion that training should be mandatory while more training courses were 
perceived as more than welcome for the less educated staff. 
These findings were the result of awareness that the new ERP would affect their daily operations and 
performance. Yet, F&B users and lower level staff did not gain sufficient knowledge from the past training 
courses because it was conducted in English. Training in Chinese should be made available as well. In 
accordance with Babey [9], an additional Chinese version of training would be more efficient for many of the 
lower levels of staff. Two additional and major topics offered in this feedback should be highlighted:
• Internal issues of the Supply Chain department: 80% of the managers agreed that structural changes 
affected the operations in the SC department. This happened because managers were not only in charge of 
one single property but three properties simultaneously. All staff (managerial, middle and operational
level) agreed that there was a lack of clear policies and procedures which would directly help staff in their 
understanding of SC’s role. As an example, the chefs did not understand the lead time for receipt of 
ingredients from suppliers. Chefs thought that they were able to get any ingredients within a short period 
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after they placed their purchase requisition in the ERP. As expected, the restaurant was not then able to 
provide the exact meals to their customers because the SC department could not provide the right 
ingredients. Furthermore, the majority subscribed that the heavy workload had directly affected the whole 
operation while 60%, 62% and 62% of the managers, middle and operational level staff, respectively, 
agreed that internal communication was insufficient within the SC department because of the new 
centralization. Curiously, all managers believed that there was insufficient staff to assign to the different 
available tasks. In truth, the reason for the major turnover of personnel was closely related to this matter of 
heavy work-load. Oddly, the present questionnaire highlighted that 80% of managers moderately disagreed 
with the utilisation of English as a common language, creating confusion and resistance to change. This 
situation, for example, is even testified to in the operational level survey by a Filipino, regardless of the 
fact that he did not speak Chinese. 
• The new ERP: Managers came to a decision that the present customization did not totally fit MCE’s 
requirements because functionality was lacking while some other functions were not applicable to the 
existing environment. This occurred because the staff involved did not have any chance to share their 
experience in order to contribute to a best fit customization. Furthermore, all managers were of the opinion 
that they should definitely share a synchronous database in order to operate in a standardized manner and 
across the three different casino properties. According to the middle management, once the new ERP was 
launched, several occurrences indicated that the coordinator had setup the correct price for particular 
ingredients but the system, somehow, issued another price to the vendors. Another illustration is given by 
the procurement team that bought eggs at $1 each for Altira® and $1.5 each for Mocha®. Certainly, this 
non-synchronous database affected many elementary operations within the ERP. A final matter stressed by 
the operational level staff concerns the purchase order information in terms of currencies (the 
inconsistencies across units of currency – Hong Kong dollars versus Macau Patacas) and units of 
measurements (kilogram, versus pounds, inches versus meters). 
6. Recommendations and Conclusion 
In order to provide a smooth transition, further recommendations are given for better planning and a stable 
operational environment. 
• It is imperative to state clear policies and procedures before any changes are made within a department. 
Policies and procedures emphasize the roles and responsibilities regarding how to provide the services and 
clarify the responsibility of each staff member in order to avoid duplicated work effort. 
• SC department should hold a weekly meeting to deliver a clear message to review the department’s 
strategies to all internal staff. Quoting Koplowitz [10], employees and managers have different experiences 
and perspectives so that subordinate’s advice should be solicited, respected and then considered by the 
manager who makes his or her own decisions. 
• MCE ought to set up different goals for staff in order to determine how workers perform well. KPIs (Key 
Performance Indicators) are a common method to evaluate the performance and achievements over a 
period time. These measurements, inclusive of vendor quality statistics, may possibly be used to increase 
the morale within the department by indicating the success of making progress towards organizational 
goals. 
• In order to minimize the staff turnover rate, good communication flow is essential for staff retention. One 
of the elements of the change process is organizational culture. Stressed by Burke and Litwin [11] and of 
particular relevance to a Chinese dominant, although mixed cultural environment of Macau inclusive of 
expatriate management, Chinese society mostly depends on the collectivist values but “westerners” prefer 
individualistic approaches [12]. As such, a weekly or periodic meeting would provide an opportunity to
express personal feelings and explain difficulties in daily operations.  
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• The respondents subscribed that the new ERP customization did not match the MCE requirements 
extensively. Obviously, it is critical that subordinates are able to share their experience to their managers 
and reflect their needs of the ERP. 
• There should be an optional Chinese version in addition to the English ERP display. 
• A single shared database is an essential component of any ERP, helping it to operate horizontally across 
the different gaming properties of the organization and to achieve more systemic data consistency. 
• Before the new production system is complete, a trial version should be launched to help create a bridge 
between the legacy system and the new one. 
• A guaranteed number of support staff for the new ERP would help eliminate many of the problems which 
are anticipated. 
• Most of the ERP users worked on 12 hour shifts. Still, the training was scheduled between 9AM and 6PM, 
leading to failure of attendance. Obviously, the training course should be set up with a variety of schedule 
options in order to match participants’ work schedules. 
• For new employees, a continuous training course is another requirement in constant demand. 
An ERP usually has a ten to twelve year span life and it is hoped that this application at MCE will survive 
that long. But foremost, it is worth demystifying a major common misconception closely related with 
enterprise software, particularly for top managers: ERPs do not necessarily cut labor requirements, it is only 
the overall profitability (particularly based upon the time factor) and the quality of the work which may be 
improved significantly. Computers do not cure all [6]. 
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